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4 August 1978 


MEMORANDUM FOR: I6W Working Group 


SUBJECT : Response to DCI Comments on I§W Report 


REFERENCE > a. Report on the DCI's Role in Warning 
and Crisis, dated 22 June 1978 
(previously disseminated) 


DCI Memo, Same Subject, dtd 18 July 78 
(attached) 


1. Sayre Stevens asked me, in Dick Lehman's absence, to draft 
a reply to reference b. Several of you provided some ideas and my 
draft reply is attached for your comment and suggestion. 


2. My approach is to address the DCI's concerns about not 
understanding our range of alternative solutions and our thought 
process in a memorandum before anyone revises the entire report. 

You will note in the draft memorandum that only three alternative 
solutions to the warning and crisis management problem are discussed. 
This is a reference to the three proposals we spent the most time 


discussing. In order to simplify the discussion I referred to 
so model as Proposal ) a as 
Proposal B, and the most frequently discussed look-alikes as 
Proposal C. Although the memorandum is intended to highlight only 
the differences, I hope that I have been faithful to the thrust 
of the original and more complex wording. 


3. I will be on leave 8-16 August. Dick Lehman will return 


from leave on 14 August. Please have your comments and suggestions 
in Dick's office by cob d > so that he will be aware of 
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18 July 1978 


MEMORANDUM FOR: Deputy Director of Central Intelligence 


FROM: Director of Central Intelligence 
SUBJECT: The DCI's Role in Warning and Crisis 


REFERENCE: Report on the DCI's Role in Warning and Crisis, 
dated 22 June 1978 


1. I've read the comprehensive report which Dick Lehman 
and his committee have produced. Although conducted by civilians, 
it is a fine example of military "completed staff work.” By this 
I mean that it provides the decision-maker only three options: 
(1) accept the recommendations; (2) reject the recommendations; or 
(3) contrive his own modification to the recommendations. Essen- 
tially I have long felt this kind of military staff work in 
effect deprives the decision-maker of his opportunity to make 
decisions in favor of his staff. 


2. What I would like to see in this and other such formula- 

tions is a series of alternatives between which we can exercise 
a decision-maker's judgment. What I think is needed is a statement 
of what steps need to be accomplished in order to provide adequate ‘ © 
warning, and what alternative ways are there to fulfill such steps? 
It appears to me that this paper starts with the conclusions and then 
describes how most of them are justified (not all -- some are just 

. stated). Moreover, although there are a number of complex diagrams 
about previous organizational arrangements, I found it difficult to 
gain any flavor of whether we are just revisiting past mistakes or 
likely to be improving. It would be helpful if, after outlining _ 
what steps are necessary to provide good warning, thé report could 
describe how previous organizational arrangements have attempted 
to fulfill the requirements. - — - 


3. What concerns me in large part is that the report appears 
to support the continuation of every warning activity presently in 
being and to mandate some additional organizational structures. 
This bears all the earmarks of a bureaucratic compromise where 
nobody loses anything and where no organizations are eliminated 
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and new ones are established. I have not been able to come up 
with my own modifications of this proposed plan, but I am most 
wary of establishing a new full-time staff and a new committee. 
If what they are both intended to do in essence is to get the 
NIOs to do a better job of being sensitive to warning and to 
looking at unexpected possibilities rather than accepting only 
the traditional wisdoms, why shouldn't we charae Bob Bowie with 
accomplishing that? It would benefit his organization in so 


many other ways if he did. 


4. Ina year and a half I have not seen anything come out 
of the Strategic Warning Staff that seems to warrant its existence. 
Perhaps it is playing a catalytic role that it is difficult to 
perceive. My one visit to it frankly left me unimpressed that 
there was any systematic approach to analyzing the warning situation. 
I question whether we should continue the three-year experiment for 
another year and one-half just to find out if it will work. 


5. The material is probably all here. I would ask you to 
have Dick restructure it so that we have a better idea of what 
choices we are making. 


STANSFIELD TURNER 


Approved For Release 2005/64/063 CIA-RDP83B01027R00020006001 1-8 


* Approved For re 2005/01/06 : CIA-RDP83B01027 200060011-8 
AFT 
8/4/78 


Director of Central Intelligence 
Deputy Director of Central Intelligence 


Associate Director-Substantive Support 
National Foreign Assessment Center *.. 


The DCI's Role in Warning and Crisis 


a. Report on the DCI's Role in Warning 
and Crisis, dated 22 June 1978 


b. Memorandum from DCI to DDCI, same 
subject, dated 18 July 1978 


1. Your memorandum of 18 July remarks inter alia that, 
although all the relevant sources and experiences are cited in 
the report, the report does not lay out "a series of alternatives 


between which we can exercise a decision-maker's judgment.'' You 


asked for a statement of the essential elements of warning, some 


alternative ways to achieve an adequate warning program, and an 
evaluation of previous organizational arrangements for warning. 

2. Out of concern for your time and our manpower, we will 
address your questions in this memorandum and treat the report of 22 June 
as a reference document. If you believe that we have addressed the 
appropriate points, we can then undertake the revision of the report 
with the objective of developing a document to be used in an Intel- 
ligence Community forum as the basis for negotiating Community 


participation in the warning program. 
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